This paper reports on research that was undertaken to determine the problems experienced by deputy principals in secondary schools, and the extent to which these problems were experienced. Although some research was conducted on the deputy principalship, no research treats the problems that deputy principals experience upon appointment comprehensively. An understanding of the problems experienced by secondary school deputy principals is a necessary precursor of an induction program to address the problems. A quantitative approach which was underpinned by the post-positivist paradigm was adopted. In order to determine the extent to which the problems were experienced, a survey was conducted among one hundred and fifty seven secondary school deputy principals in the North West Province. The participants came from a diverse context of rural, township and urban schools. The deputy principals who participated in the study included those who were newly appointed (one to three years of service) and those who were experienced (more than three years of service). Data were analyzed by means of descriptive statistics such as frequencies, means and percentages. There were no significant differences in the responses of both newly-appointed and experienced deputy principals. The results revealed that deputy principals experienced administrative, financial management, work pressure, personal and physical resources problems. In an attempt to address the problems identified, a context-specific induction program is recommended. The induction program should be an on-going program of professional development and should preferably include specific aims, action steps to be taken to achieve the aims that are set and measures to evaluate progress.
INTRODUCTION
The professional development of deputy principals is an area that has been neglected in the studies on school leadership development and this seems to be a global problem. Although some research has been conducted on the deputy principalship (Barnett, Shoho, & Oleszewski, 2012; Harris, Muijs, & Crawford, 2003; Potgieter, 1990) , no study focuses specifically on the problems that deputy principals experience upon appointment. These problems affect the adaptation of deputy principals to their new role and consequently impact their induction and on-going professional development.
The lack of literature on the deputy principalship is problematic given the fact that many deputy principals aspire to principalship and therefore need to be prepared for this future role. Harris et al. (2003) concur that deputy principals often receive inadequate professional support in their position and role. Moreover, professional development of school leaders is a crucial need in all schools, yet it seems to be neglected (Boyle, Lamprianou, & Boyle, 2005; Msila & Mtshali, 2011; Steyn, 2011) , particularly for deputy principals.
It is therefore crucial to understand the dynamics of the deputy principalship, especially problems experienced by deputy principals. Since the position of deputy principal may be considered as an assessment position for promotion to the principalship, on-the-job training is as important as off-the-job development program in nurturing future school leaders (Greenfield, 1985; Kwan, 2009; Marshall, 1992) . Accordingly, the purpose of the research was to identify the problems experienced by deputy principals and the extent to which these problems were experienced. The problems were identified from the literature on the deputy principalship, including relevant government policies on the duties and responsibilities of deputy principals. Thereafter, the extent to which the identified problems were experienced was determined empirically using a standardized questionnaire and different statistical techniques.
LITERATURE REVIEW
In this section, the theoretical and conceptual frameworks upon which this study was based are presented. Firstly, the theoretical framework which rests upon the model that underpins the tasks and areas of education management is described and, secondly, a conceptual framework which is used to provide the context for problems that are experienced by educators across the different post levels in the South African education system, including deputy principals, is presented.
The model which provides an understanding of the duties and potential problem areas of the deputy principal is the management task-area model, which explains the different areas of school management within which the deputy principal is expected to perform management work. This model was used by Van der Westhuizen (1991) in his pioneering work on educational management in South Africa. More recent work draws from this model and illustrates the management tasks and areas of education managers such as deputy principals (Heystek, 2012 ; South Africa, 1999; Van Deventer, 2016). The management task-area model identifies four main management tasks, which are performed by education managers, namely, planning, organizing, leading and controlling (Van Deventer, 2016) . The management areas of the deputy principal are performed within these management tasks. The management areas of the deputy principal include the management of personnel, learners, the curriculum, physical and financial resources and relationships with the school community. Van Deventer (2016) elaborates further that the areas in education management are learner affairs, staff affairs, administrative affairs, financial affairs, physical facilities and school community relations. The management areas revealed here are not exhaustive, because in some education systems, deputy principals perform duties that are delegated by the principal, and the principal decides which duties to delegate. The consensus by scholars on the management areas of educational managers reinforces the view about the duties and responsibilities of deputy principals in South African schools. Based on the evidence in the literature and the results of the study which are reported later on, it is assumed that deputy principals may experience problems in their management work if they have not been provided with professional development.
The problems experienced by deputy principals constitute a typology which is generic and which represents clusters of problems which are experienced by educators subsequent to appointment in a new post. Although the problems are relevant to the local context, scholars who focus on the deputy principalship globally may relate them to their contexts.
There are similarities among clusters of problems identified by several authors whose work was consulted for this study. For instance, the problems for new principals identified by Legotlo (1994) and Kitavi (1995) were similar to those experienced by deputy principals (Potgieter, 1990; Barnett et al., 2012) , circuit managers (Smit, 2002) , school managers (Seipobi, 2012) and newly appointed teachers (Grayson & Alvarez, 2008 In the South African context, one of the most useful policy guidelines which highlights the duties and responsibilities of the deputy principal and which contextualizes the problems experienced by deputy principals is the Personnel Administrative Measures (PAM) (South Africa, 1999). The PAM document reveals management performance areas for deputy principals in the following manner: general or administrative duties, teaching, extra and co-curricular duties, personnel management, interaction with stakeholders and communication (South Africa, 1999) . It is necessary to elaborate on each of these clusters of management areas in order to highlight potential problem areas for deputy principals.
General or administrative duties
In the management task-area model one of the management areas is indicated as administrative affairs (Van Deventer, 2016) . Although the PAM document groups/clusters/aggregates general and administrative duties together, this paragraph focuses only on administrative duties which deputy principals are required to perform in the daily operations of their schools. The foremost duty of the deputy principal is to assist the principal and to deputize for them during their absence from school. This is quite an important duty given that school contexts differ and the deputy principal may need more time to perform this duty depending on the size of the school and their allocated subjects to teach. Actually, the deputy principal may be instructed to be responsible for school administration, which entails, among others, duty roster, arrangements to cover for absent staff, internal and external evaluation and assessment, school calendar, admission of new learners, class streaming and school functions (South Africa, 1999) . Therefore, the number of deputy principals in a school has implications for the workload to be shared and time management and may create administrative problems, which deputy principals have to contend with.
Other administrative duties entail the management of financial and physical resources. The deputy principal is required to assist the principal with school finance and maintenance of services and buildings, such as planning and control of expenditure and allocation of funds/resources. Financial monitoring and control requires that whoever is delegated financial management duties, in this case the deputy principal, should ensure that checks are in place to ensure that goals are achieved, sound accounting practices are implemented and information is shared (Mestry & Bisschoff, 2009) Problems experienced with the management of physical resources include supervising annual stock-taking and allocation of resources. The school's physical resources are its tangible assets such as buildings, equipment, furniture, machinery, and teaching and learning materials (Mentz, Challens, & Kruger, 2016) . The deputy principal is required to assist the principal with, among others, the allocation of resources and supervising annual stock-taking (South Africa, 1999). In order to manage the school's physical resources effectively, tasks such as planning for the use of resources, obtaining the resources, ensuring the availability of suitable supplies, monitoring the use of resources and exercising proper control should be performed. In order to be able to manage the resources effectively, the deputy principal is expected to plan thoroughly as indicated in the management task-area model.
Teaching
The management task-area model identifies curricular affairs or teaching as one of the management areas of deputy principals (Van Deventer, 2016). Accordingly, deputy principals are ex-pected to spend 60% of their time at school on teaching, but this may vary depending on the size of the school. The same applies for both primary and secondary school deputy principals. Consequently, deputy principals may be required to do more in smaller schools than they would in relatively bigger schools. Therefore, the actual teaching hours must be established in relation to the curriculum needs of the school, the timetable and the staff establishment (South Africa, 1999). In addition to classroom teaching, the deputy principal is expected to assess learners according to the requirements of assessment policies and to record their attainment. An exploration of the role of deputy principals should therefore be cognizant of the teaching problems that deputy principals may experience apart from their administrative duties.
Extra and co-curricular duties
Extra and co-curricular affairs are part of the deputy principal's management areas as highlighted in the management task-area model (Van Deventer, 2016). One of the management duties of the deputy principal is to serve in various committees in the school. This role entails serving in such committees as recruitment, promotion, advisory and other relevant committees, which may be established in the school (South Africa, 1999). In this vein, the deputy principal is expected to provide leadership and to establish sound relations with colleagues who serve in those committees. Serving in such committees may also require the deputy principal to demonstrate awareness of how to use their power or authority to get things done.
Personnel management
Personnel management or staff affairs are a crucial management area for deputy principals in the light of the management task-area model (Van Deventer, 2016). The current practice regarding the personnel management duties of deputy principals is to manage staff such as departmental heads. The deputy principal is expected to guide and supervise the work and performance of staff and to discuss and write or countersign reports (South Africa, 1999). In terms of the Integrated Quality Management System (IQMS), the deputy principal is required to serve in appraisal committees of staff as one of their crucial personnel management duties. Participation in appraisal processes enables the deputy principal to regularly review the professional practice of staff in order to improve teaching, learning and management. Problems are likely to be experienced if there is no cooperation between the deputy principal and educators whose appraisal panel they serve in.
It is therefore crucial that the deputy principal should build relationships with the different role-players who are involved in the appraisal process. The building of relationships determines the contentment and work satisfaction of the various people at work. Establishing relationships is important at schools, because only people are capable of achieving educational objectives, establishing good relationships, facilitating healthier interpersonal relationships, and people are dependent on one another for their continued existence (Van der Westhuizen, 1991).
Personnel management for the deputy principal may also cause personal and work pressure problems, which will require professional intervention in their work life. Stress is identified as one of the work pressure problems that deputy principals experience in the education system (Peloyahae, 2005) . There is evidence in the literature to suggest that new school leaders experience tension, particularly when they have to apply their textbook understanding of school leadership to the practical school situation (Legotlo, 1994; Lashway, 2003) . The role of the deputy principal has been found to be stressful, formal and administrative-oriented (Oplatka & Tamir, 2009 ). Moreover, deputy principals experience resistance and tension when working with teachers who are weak, have low morale or are not child-centered (Barnett et al., 2012).
Interaction with stakeholders
The management task-area model postulates that the area of school community affairs and governance is performed under the leadership, direction and guidance of the school manager (Van Deventer, 2016). In practice, this management area is often delegated to the deputy principal.
Although the deputy principal may be delegated duties to interact with different stakeholders such as the community, departmental officials, educators and SMTs of neighboring schools and subject advisors, the deputy principal's duties and responsibilities require them to work with the Representative Council of Learners (RCL). The RCL comprises learners from each class in a secondary school ranging from Grade 8 up to Grade 12. The deputy principal is expected to supervise/advise the RCL (South Africa, 1999), so that they can play their role in a school constructively. Owing to the fact that learners who serve in the RCL have no formal leadership training, they need a professional educator to show them the ropes. Moreover, RCL learners are perceived to be too inexperienced to deal with matters affecting the school (Mncube, 2008) , that is why they need to be supported in this role. Research conducted on RCLs in South African schools covers several areas of their functioning (Mathebula, 2005; Mncube, 2008) and necessitates a claim in this paper that problems may be experienced with the functioning of the RCL if they are not provided with enough development opportunities, which are known as "capacity building workshops" in the South African context.
Communication
Communication is a sub-task of leading or directing which is one of the main tasks of the management task-area model (Van Deventer, 2016). The deputy principal is expected to communicate and to liaise with different role-players on behalf of the principal. The communication may take the form of meeting with parents, government departments, sporting, social, cultural and community organizations (South Africa, 1999). When the deputy principal meets with parents of learners enrolled in a school, the purpose of such meetings is normally to discuss learners' progress and behavior. Other bodies with an interest in the school also interact with the deputy principal when this duty is delegated and because the principal may not have enough time to meet with all the role-players. Accordingly, the deputy principal may be expected to make time for this role, which may consequently result in a lack of sufficient time and competing priorities for the deputy principal.
AIMS
The aim of the research was to determine the problems experienced by deputy principals and the extent to which these problems were experienced. Consequently, the study sought to recommend measures to address these problems.
METHODS
The study adopted a quantitative approach, underpinned by the post-positivist paradigm (Cohen, Manion, & Morrison, 2011; Creswell, 2014) . The adoption of the post-positivist stance was occasioned by the authors' assumption that there is no neutral truth and that the participants should be allowed to provide narrative responses about the problems experienced by deputy principals. In order to achieve the research aim as stated above, a survey was conducted. This was achieved by measuring the extent to which deputy principals experienced the problems that were identified. Surveys gather data at a particular point in time with the intention to describe the nature of existing conditions (Cohen et al., 2011).
Population and sampling
The population comprised all secondary school deputy principals in the North West Province. Initially, a census sample was used to select the respondents, but when the return rate became poor, a convenient sample of deputy principals attending a conference organized by their teacher union was utilized. A convenient sample is used when the researcher simply chooses the sample from those to whom he has easy access (Cohen et al., 2011; Maree & Pietersen, 2016). The participants came from a diverse context of rural, township and urban schools. The deputy principals who participated in the study included those who were newly appointed (one to three years of service) and those who were experienced (more than three years of service). A total of 200 questionnaires were distributed and 157 (78.5%) usable questionnaires were received back. This number, 157 out of 200 questionnaires, constitutes 42% of the population of secondary school deputy principals in the North West Province. Accordingly, the results of the study cannot be generalized to the wider population of deputy principals in the North West Province.
Data collection
A questionnaire with 85 items was developed and administered to the respondents to obtain their views on problems experienced by deputy principals (Khumalo, Van Vuuren, Van der Westhuizen, & Van der Vyver, 2017). It was developed from the theoretical constructs of problems experienced by deputy principals, which were identified from the literature. The questionnaire was designed in a similar way to the one developed by Legotlo (1994) for newly appointed principals in the North West Province of South Africa. However, most of the items in Legotlo's (1994) questionnaire were revised and aligned with the PAM document, which highlights the duties and responsibilities of deputy principals in South African schools. The response options in the questionnaire which the respondents were required to consider included: 1 = to almost no extent; 2 = to a small extent; 3 = to some extent; 4 = to a large extent.
Before the questionnaire was administered to deputy principals, an exploratory study was conducted with five deputy principals who were not part of the study population. The respondents commented on the design of the questionnaire, which included aspects such as clarity of items and the time it took to complete the questionnaire. The comments of the respondents during the exploratory study were taken into account during the finalization of the questionnaire.
Validity and reliability of the questionnaire
To ensure the content validity of the questionnaire, the items in the questionnaire were constructed to address the problems experienced by deputy principals, which had been identified from the literature. The questionnaire was also given to specialists in the field of educational management who were asked to provide critical comments about its contents. The construct validity of the questionnaire was ensured by exploratory and confirmatory factor analyses. To determine the internal consistency of the items in the questionnaire, Cronbach's alpha coefficients were calculated. Cronbach's alpha values higher than 0.60 were reported. These values indicate an acceptable degree of reliability for the questionnaire. The Cronbach's alpha values of serious problems for deputy principals are reported in Table 1 . 
Ethical aspects
The authors obtained permission from the Department of Basic Education in the North West Province. Permission was also obtained from a teacher union to administer questionnaires to secondary school deputy principals who were attending their conferences. The Ethics Committee of the university also granted permission to conduct the research. The cover letter on the face of the questionnaire addressed ethical aspects such as voluntary participation, anonymity and the right to withdraw from the study if the participants chose to do so.
Data analysis
Data were analyzed by means of descriptive statistics such as frequencies, means and percentages. Descriptive statistics were used to determine the extent of problems newly appointed deputy principals experience. The problems were ranked from those that are experienced to a small extent up to those that are experienced to a large extent. The constructs and items with a mean score of 2.5 and above were regarded as those that were experienced to a large extent by deputy principals and these were the only problems that are reported in this article. There were no differences in the responses of newly appointed and experienced deputy principals.
RESULTS
The problems experienced by deputy principals were ranked from those that are experienced to almost no extent to those that are experienced to a large extent. The ranking was done by means of mean scores for each problem, as well as for each individual item comprising the problem. In this article, problems and items with mean scores higher than 2.5 are regarded as those experienced to some extent up to a large extent and therefore regarded as serious problems experienced by deputy principals. The study revealed that the problems that were experienced to a large extent by deputy principals included problems such as administrative, financial management, work pressure, personal, physical resources, and staff problems. The mean scores of problems experienced by deputy principals in rank order are presented in Table 2 . Similarly, the mean scores of the individual items for each cluster of problems are presented in Table 3 . The discussion in the next section of this article includes both the problems and the individual items of problems experienced by deputy principals.
DISCUSSION

Administrative problems
Deputy principals reported that they experienced problems such as too much administrative work (mean 2.88), lack of sufficient time for administrative work (mean 2.57), evaluating staff effectively (mean 2.55) and conducting effective classroom visits (mean 2.52). Deputy principals need enough time to do non-teaching work and therefore need more time for administrative work. The fact that the deputy principal's work is demanding implies that there will be competing priorities for the deputy principal, which has implications for time management. Staff evaluation and conducting classroom visits are also problematic areas for deputy principals in view of the different viewpoints of unions regarding the objectivity of unannounced classroom visits. Moreover, secondary school deputy principals spend 60% of their time teaching and only 40% on administration (South Africa, 1999), but they need more time for administrative work.
Financial management problems
The financial management problems that were experienced included planning (mean 2.65) and controlling (mean 2.54) school finance. School finan- cial planning encapsulates budgeting and strategic planning with regard to how to utilize the school's financial resources. Similarly, financial control implies that deputy principals need to take appropriate actions to ensure that school finance are used for the intended purposes. Financial management has been identified as a problem, which is generally experienced by SMTs in South African schools (Mestry & Bisschoff, 2009 ). Therefore, deputy principals experience problems with financial planning and control, and they need professional development in this area.
Work pressure problems
Most of the deputy principals indicated that they experience stress (mean 2.60) and tension (mean 2.54) at their schools. Above all, if they lack coping mechanisms to deal with stress, it is likely to escalate.
Personal problems
Deputy principals experienced problems with giving sufficient attention to their family (mean 2.72). This personal problem stems from conflicting responsibilities of spending more time on work-related matters and not spending quality time with the family (South Africa, 1999). The deputy principal is a respected member of the community and may be required to assume certain leadership roles in the community. In addition, the deputy principal may be involved in extramural activities or serve in different committees whose activities take place after hours. In such cases, the deputy principal may have problems with giving sufficient attention to the family and this may result in problems relating to neglecting family responsibilities.
Physical resources problems
Deputy principals experienced problems with allocation of resources (mean 2.59) and supervising annual stock-taking (mean 2.62). The job description requires the deputy principal to assist the principal with allocation of resources and supervising annual stock-taking, among other duties (South Africa, 1999). Problems might be experienced when deputy principals lack management skills to perform these duties. Proper management of the school's infrastructure is a crucial management and governance task in view of the need to create a safe school environment, which is conducive to effective teaching and learning.
Staff problems
Staff problems that were experienced included gaining the cooperation (mean 2.57) and loyalty (mean 2.56) of the SMT and obtaining information about the strengths of staff (mean 2.55). Staff problems like the ones mentioned above are often experienced in an environment where the incumbent is newly appointed. Legotlo (1994) makes the point that a newcomer in any organization like a school is confronted by a multiplicity of challenges, like learning the ins and outs of school management and knowing how things are done in a new environment. It is argued in this paper that when an employee is newly appointed, there are people who expect them to prove themselves, while others do not support them, because they support the predecessor. Accordingly, the influence of the previous deputy principal may also create problems for the newly appointed deputy principal. The deputy principal's leadership style and the inability to communicate effectively may create staff problems for him/her.
CONCLUSION
In order to address the problems experienced by deputy principals, it is recommended that a context-specific induction program should be developed. Such an induction program should be viewed as an ongoing program of professional development and not a once-off event. The induction program could address problems experienced during the pre-service, induction and continuing professional development phases. The induction program should ideally comprise specific aims, action steps to be taken to achieve the aims that are set, and measures to evaluate progress.
The pre-service training of deputy principals by means of a formal qualification or on-the-job training should cover those areas of school management and leadership in which deputy principals experience problems upon appointment. This step will help with addressing the problems experienced during the pre-service phase.
Short courses could be developed to address the induction needs of newly appointed deputy principals. These short courses may focus on administrative and management aspects that form the core duties and responsibilities of deputy principals. Examples of such targeted short courses could include school administration, financial management, self-management, personnel management and other serious problems, which were identified in this study.
Future research into the deputy principalship may focus on problems experienced by primary school deputy principals. Such studies might be conducted in a bigger study population than the one that was considered for this study. Moreover, a qualitative approach can enable the researchers to hear the participants' voices, which did not happen in this study, as this was a quantitative study. A longitudinal study may also be undertaken to determine the problems that deputy principals experience when they assume duty, and a follow-up study after they have completed at least three years of service. 
